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Have you, as a school administrator, 
thought about the direction in which ed- 
ucational administration is headed? What 
changes are taking place? What concepts 
are emerging? Amidst your responsibili- 
ties, are you aware that the emphases 
you place on the various functions of 
your office are helping to shape the 
future role of administration? 


The new year has only begun and this 
might be a good time for looking forward 
and backward. Perhaps the results of a 
recent study regarding the changing con- 
cepts of school administration will af- 
ford an opportunity for your reflection. 
Perhaps you may want to determine where 
you, as an administrator, and your sys- 
tem stand in relation to the trends; or 
you may want to question the signifi- 
cance or desirability of some of the 
trends. 


The purpose of the study by Benben! 
was toudetermine the changing concepts 
of school administration as reflected in 
the recommendations of school surveys. 
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WHITHER SCHOOL ADMINISTRATION? 


Ac Iministrator’ 


A Critical Analysis of 
School Surveys Identifies 
Emerging Concepts........ 


Twenty-one comprehensive city school 
surveys by representative educational 
leaders were chosen, centering around 
1920, 1930, 1940, and 1950 in order to 
contrast the recommendations at inter- 
vals of ten years. The recommendations 
of each survey were extracted and typed 
on cards. These cards were then classi- 
fied and filed (by decade) in twenty- 
five areas. When a given phase of school 
administration was being considered, the 
cards containing recommendations refer- 
ring to that phase were lifted and stud- 
ied to determine the thinking of the 
surveying groups from decade to decade 
regarding the phase under consideration. 


THE BOARD OF EDUCATION... 


Most significantly reflected in the 
changing concepts regarding the board of 
education and its role in the adminis- 
tration of the schools is the need for 
clarification of the administrative 
structure and the demarcation of respon- 
sibility. 


The concept that the board of educa- 
tion has to devote itself to every de- 
tail of administration is changing and 
the emphasis is being placed on respon- 
sibility for the whole school district 
and its larger problems. This is rein- 
forced by the changing concepts regard- 
ing the size of the board, elimination 
of standing committees, longer terms of 
office for board members, placing the 
administration and supervision of the 
schools in the hands of a chief execu- 


1) ohn S. Benben, "Changing Concepts of School 
Administration as Revealed in City School Sur— 
veys, 1920-1950." Doctoral Dissertation, School 
of Education, Northwestern University, Evanston 
Illinois, 1952. 
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tive who must keep the board informed, 
and appraisal of the results of the work 
in the school district. 


During the period covered, evolution 
is clearly toward a smaller board, elec- 
ted on a non-partisan basis for a longer 
term, and working on the larger educa- 
tional problems with the assistance and 
direction of a trained professional 
executive. There are also emerging con- 
cepts regarding the board's duty to keep 
the public aware of its work and the 
work of the schools and to seek a more 
democratic form of organization for the 
school. Increasing emphasis is likewise 
given to the board's responsibility for 
determining the part the school should 
play in the American scene and for coor- 
dinating the school's function with the 
functions of other political and social 
agencies in helping to fulfill the ob- 
jectives of a democratic state and its 
culture. 


THE SCHOOL SUPERINTENDENCY... 


The concept of the superintendency and 
its role in the administration of the 
schools is likewise changing. More and 
more duties and responsibilities have 
been transferred to the superintendency 
from the board of education. Although 
the position remains somewhat indistinct 
in definition, due largely to the over- 
lapping in responsibilities of the beerd 
and those of the superintendency, itis 
investigation indicates that the place 
of the superintendent in the administra- 
tive framework is not one of chief exec- 


utive only. The superintendent's role of 


chief executive is strengthened consid- 
erably by changing concepts over the 
period studied. Moreover, the tendency 
is to give the superintendent greater 
responsibility in wider areas. According 
to the newer concepts, he should no 
longer remain in charge of mere details 
of school management, but should be an 
official who directs and coordinates the 
the broad aspects of personnel, finance, 
school plant, curriculum, and public re- 
lations. He should be selected not sole- 
ly for his educational expertness but 
also for his general background, his 
ability to work with different levels of 
personnel, and his sensitiveness to the 


changing educational scene. 


The changing concepts give the super- 
intendent greater stature and place him 
in a position of leadership to bring 
about a better attainment of the educa- 
tional goals in American society. It is 
recognized that he should be given the 
specialized assistance needed in admin- 
istering the school plant, personnel, 
finance, curriculum, and public rela- 
tions but that he should not permit the 
specialized staff to become authoritar- 
ianistic, for he should seek and encour- 
age the entire school staff to help him 
with school problems. 


BUSINESS MANAGEMENT... 


In keeping with the fixing of general 
administrative responsibility on the su- 
perintendent, the changing concept re- 
garding the role of business management 
is to place it in a position of assis- 
tance to the chief executive. 


In subordinating business management 
to the superintendency, stress is placed 
on such qualifications as ability to su- 
pervise personnel in office and techni- 
cal skills rather than on educational 
aspects. In other words, business man- 
agement is not an end in itself, but a 
service unit that functions to render 
mamimum assistance to the educational 
effort by utilizing modern business 
techniques and procedures. 


ADMINISTRATIVE STRUCTURE... 


The administrative structure of the 
school system has tended toward the mil- 
itary or line-staff organization. Over a 
period of a century it has become mana- 
gerial in character, quite rigid and au- 
tocratic in nature. It has grown in a 
direction away from the structure for 
instruction, tending to an entity of its 
own. Two aspects of school organization 
have evolved: organization for control 
and organization for instruction. 


The investigation clearly shows the 
need for a reorganization of the admin- 
istrative structure. First was the con- 
cept that the school administration be 
unified under the superintendent. Next 
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came the concept that administration de- 
velop a more democratic staff organiza- 
tion. And third came the concept that 
superintendent and school staff should 
cooperate on the needs and problems of 
the schools through city-wide councils. 
The latter concept begins to outline the 
machinery that would render the adminis- 
trative structure more flexible and re- 
sponsive to community needs. All these 
concepts together indicate a change in 
thinking, and call for a new type of ad- 
ministration and wider participation of 
school personnel and citizens in educa- 
tional planning. 


Concepts concerning organization for 
instruction are also changing. The shift 
is definitely away from the 8-4 plan to 
an organization more closely related to 
the newer knowledge of child develop- 
ment. The surveyors generally agreed 
that the junior high school should be 
adopted and placed emphasis on the need 
for providing separate plant facilities 
for it. However, it is indicated that 
reorganization for instruction is still 
underway and the probability of its 
evolvement into a rigid structure is un- 
likely. The changing concept is couched 
in general terms which permit the devel- 
opment of a framework to which organiza- 
tional units can be added or subtracted 
as needed. Stated simply, the emphasis 
is on better education for every child 
through greater flexibility in the in- 
structional organization. 


SCHOOL PERSONNEL... 


The role of instructional personnel in 
the school administration is changing 
from one passive in nature to one char- 
acterized by participation. The evidence 
of this change is found not only in the 
recommendations directly concerned with 
the organization and administration of 
the schools but also in the recommenda- 
tions related to the instructional 
staff. This changing concept is predi- 
cated on the basis of the teaching 
staff's knowledge of educational needs, 

‘and is directed toward giving it more 
opportunity to join in the study and so- 
lution of educational problems and in 
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the evaluation of programs and facili- 
ties. In the later surveys the recommen- 
dations outline types of organization to 
assure and increase the efficiency of 
staff participation. 


The appraisal of teaching emerges in 
the recommendations of the 1930 period; 
the instruments for rating the work of 
teachers to be developed largely by ad- 
ministration. However, in some later re- 
commendations, it is suggested that the 
techniques for appraisal be studied by 
the teaching staff for possible revi- 
Sion. Related to this concept is another 
which suggests providing an equitable 
salary schedule containing a stipulation 
that outstanding work be rewarded by 
salary increments. 


The principalship is gaining in sta- 
ture and its relationship to other ad- 
ministrative positions is becoming more 
clearly defined. The thinking is to 
place all the activities of the building 
under the principal, thereby giving him 
more freedom in developing instructional 
and physical facilities in accord with 
the needs of the locale and the educa- 
tional program of the school system. To 
help him, the central supervisory staff 
should be reorganized to cooperate in 
improving the educational program of the 
entire school system. The principal's 
position is further strengthened and de- 
fined by affording him the opportunity 
of aiding in the selection of teachers 
and by giving him representation on the 
administrative council of the system. 


The administration should no longer 
leave the improvement of the school per- 
sonnel, instructional and non-instruc- 
tional, to the haphazard authority of 
directives or administrative encourage- 
ment. It is the responsibility of the 
administration to conduct programs of 
in-service improvement to increase the 
efficiency of personnel in the perform- 
ance of duties and assignments. 


All in all, the changing concepts re- 
garding school personnel are in the di- 
rection of greater freedom in the exer- 
cise of the work for which it is respon- 
sible and larger opportunity to assist 
in shaping administrative policies. 
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THE SCHOOL CURRICULUM... 


For some time in the history of the 
American school the curriculum, its de- 
velopment and revision, was thought to 
be the sole monopoly of the administra- 
tion. This thinking stemmed from the 
original reason for employing a superin- 
tendent and the fact that his early du- 
ties were classroom visitation, improve- 
ment of instruction, instructional 
materials, and the curriculum. The ad- 
ministrator's monopolization of the cur- 
riculum problem begins to lose its hold 
in the 1930 decade. The change in con- 
cept is expressed in a new responsibili- 
ty for administration to plan tech- 
niques and procedures for a continued 
study of the curriculum by the instruc- 
tional staff. In the following decade, 
1940, the concept includes lay partici- 
pation. By 1950, the employment of a 
curriculum specialist is strongly recom- 
mended to plan and direct the continued 
study and revision of the curriculum, 


THE SCHOOL PLANT... 


The study of the recommendations in 


the survey materials of this research. 


does not reveal any changing or emerging 
concepts regarding the administration of 
school plant construction. However, when 
the concepts are examined, some conclu- 
sions can be drawn. That the administra- 
tion is seeking a democratic form of 
organization and is encouraging the 
school staff to cooperate on the needs 
and problems of the school indicates 
that the thinking regarding administra- 
tion's role in school plant construction 
will change. However, the evidence to 
support such a concept, if it exists, 
must be found in later school surveys 
than those studied in this research, 


SOMETHING TO THINK ABOUT... 


The school superintendency has not 
reached full stature. The development 
appears to be toward a board-superinten- 
dent relationship that takes on more 
texture but is not, as yet, totally de- 
fined. It may be at a turning point, for 
such terms as “education expert," "coor- 
dinating authority,” and "educational 
statesman" used in the surveys may be 
harbingers of a newer status for the su- 
perintendent commensurate with the scope 
and importance of his responsibilities. 


“FOR YOUR OWN PLANNING... 


1. Do you agree with the trends identified by Benben? Can you dont ify, oghency 
equally significant trends in educational administration? — 
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Desirable or promising? 


2. What trends identified in Benben's study do you consider: 


Undesirable or doubtful? 


3. What are some incipient trends or tendencies which you believe should be: 


Encouraged? 


Discouraged? 
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